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3 ?.‘.’éi‘éf’éﬁ%&’é&iﬁﬁiﬂéﬁ%nﬁﬁ?ﬁ Ty . * " USERS OF THE ERIC SYSTEM ©
" ATING 17 'POINTS OF VIEWOR OPINIONS FINAL REPORT .
'STATED DO NOT"NECESSARILY REPRE. -
- ENTOF FICIAL NATIONAL INSTITUTE OF . . B -~
'.,;éoucnnou POSITION R ROLICY . ~ ~ -
-er’ A ‘f . x(, i . ) .
N . It was no“surprise»to our staff developing the /I/D/E/D/
<A .,w
LT Change Program for Individually Guided Education when they
s, ¢ , - N
L “discovered" ‘that leadership and management capabilities of . .' s
- LT

par zCipating schools and schooi districts had an important

T -

srnfluence onrthe degree of Success with IGE. Accordingly,

we began planning in 1972 a research effort into leadership
) A -

and management needs and opportunities in educativon. - .

‘ /
We began our inquiry by interviewing practicing ‘school

administrators, personnel inéuniversities and other institutions R

concerned with training, and individuals knowledgeable about . -
management ;n other fields. ‘The testimony we gathered from' . .
many administrators about -the preparation they had received-- ’
and about training opportunities available to their colleagues" .

' .

and staffs was cHaracterized by disappointment and discouragement.

SimilarfdissatisfactionQ@as_reflected %pdmuch of the professional -

- » 3, ) ‘v.l‘ '
literature Ve reviewed. Those responsibﬁé for training.also ’
expressed doubt about the usefulness of many approaches to .. '
administrator preparation. ' & oo .

. : S | - - -

Perhaps the strength and pervasiveness of this dissatisfaction

@® was more' than we expected. ’ A parallel inquiry had identifi%d a * .

X N vast array of conferences, workshops, institutes, and new materials

) % er*imprOVing leadership.and management 1 Many colleges and
Pragy h,s:”‘l * » ' . ’ N ¢ .
. yﬁt '} “ N . . * F's ? ) .
h@ ;A study by Mertimack Education Center under Charles F, Kettering N

. Foundation sponsorship on research and practice in’inservice K -
aining of school administratofs. ot N -

4 - . 2’ + B
. ~ ’ .

“ - \/\ -
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"universities were reporting new dimensions to degree and
L] N . ‘e
. . . ) .. AN
preparation programs- for ‘educational administrators.
. .Y B . . + "'(
We reached the conclusion early that development of still .
- e * N

- -

another set of'trainin materfa s'was not a suitable beginnin .
. g : , 2ginning

point. The challenge was to discover‘or invent ways to get.

; ,e

school administrhtors to use more effectively what was available.

Our approach was to get into the "laboratory";-the field

> . H

# ' Vof practice--fo learnwmore about how management systems of,
. ¢ !/ " .

education WOrked in relatlon to efforts to improve those systems.
P j‘ L4

We selected four different 1nst1tutlons to part1c1pate with us?
1n’th;2 searcH’ Carnegle-Mellon Un1vers1ty, the Allegheny

‘County Intermedlate Unit, and a cluster of school districts in

3

* "+ the Plttsburgh a;ea; Tulane Umlvers1ty and clusters of schools

within the New Orleans school district; the Merrimack Educatlon

-

Center, & voluntary cpllaborative of 20 school districts in

. -

northeast Massachusetts; and a single large metropolitan school
~ : - .

distrlct: Dade County (Miami).Florida.

- . -

LY

~ ' .
[ We .asked these Educational Manahement~Development\Centers
<« ! 3 /,.———-—--— N .
.tg thlnk of- themselves ‘as "Centérs for Social Inventlon. We

\ ' wanted‘them to search out and test for themselves new approaches
- P )
"to improving leadershlp and management in the context of Operatlng

« —
~

schools and schocl dlStrlCtS. . o v

4

Whlle we offered no blueprlnt for the Cérters to" follow,
‘we dld agree on several guidelines that seemed to offer prom1se =

of successful “soc1al 1nvent1?n. Some of these were: .

1. &nvolﬁe practitioners as part1¢1pants in the search
for new methods rather "than as Bubjects to’ be treated.

2. Opdrate the Centers in neutral turf" to avoid habit

: patrerns and constraints of existing 1nst1tutlons.

.
DY




. . . . ) - ) . .
- - - . - . s
. . . . e,
. . . . . !
“ - ‘
.

r . - o S i
. . - . N
. 3. Carry out the search for new ways within clusters of ‘
- T institutions so there.can be a collective commitment
to the effort and a sharing of experiences. N °
.4. Draw upon the analytical capability of several -/
’ disciplines and upon experlences in other f1elds of «,
management practlce.. - . e

#

Each party to the.Centers-—bothXuniversitlesjand school
districts--was centrally concerned with developing prpgrams

that made a difference. Our aim was to help monltor and analyze
. . ! \ e

these search and development\efforts to document the dlfferences

" . ' N i .o .

that were made and to explain the reasons for-.success (or'-lack ‘

of lt).‘,.. ) ' . o . : .§- . ‘ ‘ “.,_ ,{
Approaqhes of the Centers-varied greatly Carnegleimellon ',' _ -i

Un1vers1ty worked with a cluster of school d1str1cts in Alleghenyi‘

‘County through pro;ects that linked. the Skllls of un;verSLty -:

+

personnel to various needs within the‘dlstrlcts. Tulane

b N - ) ~4‘-"
Univers1ty worked with clusters of principals--a high school

pr1nc1pal and the feeder junior hlgh and elementary school . . -

pr1nc1pals-—1n plannlng and problem solv1ng w1th respect to
»
'thelr concerns brlnglng in skill development experiences as:

the prlndlpals sensed the need for them. Merrlmack Educatlon ' o
- . . : S T

Center functioned as a "broker“ llnklng needs identified by \ .
. \ R .
. admlnlstrators in the1r .20-district voluntary collaboratlve ‘

' with sources of 1n§érv1ce training.. . -

. ] ° ] ’ ] : . - ,‘ ’l
While Dade County, Florida has an 1hserglce training . o ¢

program for,administrators within the district, other pres%fng‘ e
{ demand——rangrng from violence in the schbols .to the flnanc1al . S

crunch--prevented the district from moving ahead w1th ds in an <

- i S -
N ,
v , e 0

sintensive analysis of their experlences. . Y L,
. /‘/ ’ R 0
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.

. Because of buydget restrietioﬂsz we concluded our involve- \ T
N 1

. ” . Ve “ ’ - ~ .
. » nment with the Centers at the\énd.of_the second developmental oo
\ year. As ihdicated above, Dade County, Florida participated !

.t

only for a'hrief period in the project and then returned the
» unysed portion\of the grant funds. /. ‘ - - _ )

The threehcehters which did partioipate fully in the \ - h ’

*r

program continue to operate and .,develop on their own resources. °

«

o Interlm reports from ‘these Centers are on flle and avallable @ . x~
. 1 P .
' for review. T ol T ' L
- " 'Other reports available. from the project follow: . S :

! . ‘

* 1. Report by .Merrimack ﬁéucatlon Center on survey of ) NG

literature arld practice in inservice for school
‘admlnlstrators.

. »~ i’ g

' 2. ,Two concept pqpere by Dr. Anthony Cresswe}i, North- :

' western. University; one on a concept of ¢ducational ’ ‘
. administration, the second on evaluatlng inserviee-
Lo tralnan procrams.- ) - o . S/

3. Flnal and interim reports from Merrlmack Education
. Centers, C arﬁegle-Mellon University and Tulane University!
y First year interim report from Dade County, Florida.
) ) 4. ather occasional papers and documents relatej to’ ’
e . work of the Centers prepared by. respective staffs of P )
- the Centers. An interim repor b§ this writer about. : .
.. the mission is attached. (Attachment A). e

- ‘ ! J .
. -Just prior to endlng our involvement, with the Leadershlp ’

>

and Managéement Center developnent, w were 1nstrumenEa1 in A
| ‘K‘\
‘ B helplng i the Colorado étate Departmeht of Educatlon form an

2
‘

eight- tate network of State Educatl n agenc1es to exchange
) B °

9 ‘ o

1deas on.how to promote,local school\urstrlct based’ administrator .

(c

programs. The series of meetings with reprebentatives from ‘3

’ 3 .
L

‘these eaqht states will contlnue through February, 1977. ‘ o

> ’ o . .
] 1




Our general conclus1on is thdt th1s approach has been -

helpful for the states 1nvolved We_have reinforced what

they perceive to be a responsibility of growing importance.

“Though the part1c1pat1ng states have generally ass1gned top-

L] 4 )

level admlnlstrators to part1c1pate in these sessions. and to
A Y

have responsibility fof the programs,-there has been,considerable >

4 . 2 . N

change 1n personnel since the progect was begun. A summary

of the program is attached (Attachment B).

+

Though our work on thls mission was ended prematurely,

reports from these developmental efforts offer numerous 1ns1ghts

.

'1nto ways ‘of 1mprov1ng 1nserv1ce training of school adm;nlstrators.

.

The remainder of this report is devoted to spme general .concilusions

. - . -
[

v L <

based on our éxperience with, the projects. .- -, , \
“ ] . ‘. ] .
. - Some General Conclusions N
N . - > ) R . . R . . . .

- . . . o

kesponding te Personal Needs of Administrators Themselves -

PR

QTIt is not surprising .that school admini%tratOrs are'problem
oriented Most are'so\ﬁusy deallng.w1th\pressurealof day-to-day

N

prqblems they tend not .to antﬁ};pate future problems or to deal -

.

with fundamental 1ssues. -~ - . ’

The Centers found that if.they~were to.communicate'with oy
the admlnlstrator and be useful to h;m they had to respond ' -‘
toe what was g1v1ng him heat today Accordlngly, Center programs

became oriented toward problem solvlng The \Centers' search was’

for modes of problem Solving that would not-only leave a new
»” e »

system in place but also- would leave a legacy of new skllls. The

A

response w1th opportun;tles to, "learn how" as well as learn abeut -

vas well received. ' . . B ’ : S )

N

LS
>
LS
.
3
»

» . B 3
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Relating Means to Ends s _ ¢
<

. . “ . N

District level‘school administrators--espec¢ially super- '

4 c

lntendents--rate mqnagement science tecﬁnologies—-such as . -
Management hy Objectives (MBO) and\xrogram/Plannlng/Budgetlngﬂfw ’
Systems (PPBS)--as h1gh priority needs. Thelr 'real concern,
however, is solvlng ‘day-to- day problems rather than attendlng

1nst1tutes or workshops'on these concepts. Ldng range plans.

. ~
. d.

to 1nst1tut;onallze these technologles also have a lower . &
) e I
prlorlty than solving Emmedlate problems., - o .
Like other public, administrators, school pr1nc1pals and

superlntendents are confronted with dec1s1ons that must be .

made within relatlvelyi%ho%} time frames that apparently can't .
' - . L S .

[ -

wait for sh}ll'development~courses‘or careful applitation of
management science techndlogies._ There isan expressed 1nterest

\
in 1nstalllng and us1ng ‘the latest management technologles;

however; many ‘of. these efforts tend te.become ends in themselves

L]

rather than being yxewed in term of. impacting on program ,
-, L] . . ..
improvement.’ . 4 ..
, q ‘ .

. ) - - . :
!
Recognizing\gome Implications of Ambiguity T

’ . *

. - [
We believe there are some features of the.educational
' )
system' that keep many school admlnlstrators busy performlng
- R

many of their management functions in ways that_are not’ tled

closely to the Success of the rest of the system It is our
1mpﬁes§¢on, for example, that the character1st§C*vagueness of
goals in educatlon contrlbutes to deallng 'with trivia.
In part we belleve thgsgmaynresult from the tegdency for
-~ ‘<

goals to be stated at a level of generallty that fac1lltates

a-consensus and keeps- the 1nst1tutlon operating. Get, beyond

b




LI I

" these levels of generality, .and disagreemént among. the staff,

v iy

-
P4

~

N .. : A}
between’ the staff and community, and within the comimunity hegin

to get 'in the way. ' .

<
- -

Getting Beyond the First Requdest A

We.have'learned that there is initial interest on the
. e ' A i o, .
part of many administrators in a package that will. solve their
. [ 4 :

problems for “them. Parallelin§ some ofwoﬁr experiences in the
'Study'of Educational Change, however, we often heard, "Tell Us

What to Do! But--Don't Tell Me"What to Do"' Ultimately,

however, most administrators responded pos1tively to partici-

A & * r

-

pating in processes to help clarify problems and to develOp

\

skills to @eal with them. These problem:solVing activities

4

- [
- - \ s
-~ - - . ~ e
. .

focused on specific situations on the adminigtrator's turf with.

. . 7, ) o 4

,a collaborative network for sharing experiences and insights

- show considerable promise. . »

Finding,Illustrdtions that Relate .. ’

.
L

. 7-&
" There are many management training materials available
4 . . \v
need to be adapted to school-related situations‘By trainers if
they. are, to be viewed by educational administrators as useful.

While dissatisfaftion is expressed with training received from

)

schools of education, educators’ are reluctant to turn themselves

over excluSLvely to schools of bus1ness. Spec1al effort is
. - v 4 *

'neéded in 'training situations for educators to generalize from

\

non—eéucational situations. To be Useful.we need c?se studies

and illustrations' from e@lcational.situations.

v \' ‘
1) . -
. . N -
\ '\8‘ ‘
! . - i,
¢ ,
.

3

o'y

i

Mo

f
i

from busines$s and industry. However, illustrations and applications:




. . o ‘ . . -~ * . ' )
. Seeking New Approaches .to\an "0ld Problem" g/ N ' t _
e = - - s ( . ' ‘
- We've learned that many efforts to install program planning

s
$ B

+ - and budgeting .systems in education bave collapsed under thé - A

weight of talking gbout goals. One of the Centers approached Yoot e

v 4 .
use of a PPBS concept by assumlng the educatlonah goals .were . )

~ t )

: there and that everyone knew them. Tne¥\began w1th the budget-
side of the system and later moved to talking about the
program-elements.. oo - h . . A\

P. : v ‘ . \ \ L] ,
Admitting’the Obvious--Everything Is. Connected to'Everythin@ Else

Thou;H\TtQEf easy £o talk about various:segments of schooling

as if they were independenti-the instructional system, the manage- -

ment s§stem,‘and the policy'system—Lexperience of the Centers

-~

reaffirm strongly the frequent observation that "ez}rything is /'

connected to ever thing else." ' : o

. . SN
Con51deratlon of new manag/ﬁent technlques and man@gement .

~ <t

practlces cannot easily be separated»from either the 1nstructlonal 3 '

‘system or the pollcy,system of a school district. Deating with
5 g

pOllcy issues xegulres skllls in the pol;cy sc1ences that rarely -

X ¢

have been a subject of study by school admlnlstrators.
. - 3 . . ' v
o xFindinb Different Strokes for Different Folksr« -
L ’ - o
: Involvenent of 1nterdlsc1pllnary teams frg\ unlver51t1es :

.1mprovement program such as this is not easy to obtaln.. Not all

L4

—

32(/’ as well as representatlves from other flelds of practlce in an
\
<

un1ver51ty and business personnel are enthuSLastlc about g01ng

-

Qv'

~

g@\to work w1th school pr1nc1pals. School admlnlstrators\\on

A { A
ﬂ“ﬁhe q&her hand,* found association with professors and businessmen .o
s - . -~ . .

~a 'vety rewarding é&xperience. Finding appropriate reqard
- - » —~ ; . e . .
a' 3 . ' . .. . . hd . R
mechanism$ was a task recognized but not widely achieved. ' -~ .
. v, r ) . ) ~ . - 3
\ T . ’ , —8_— . ) ‘ ! -

tao> » 9 ‘ : - +
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Putting Some Order into Disorder
1:

“other profeSSions, the need for renewal skill develop-'

As in

ment is contrnuous after initial certification. The professional

.
»

notion that\people should”pursue their own training after

. certification has resulted in an unsystematic approach to

P
improvement for many school administrators. It occurs largely

on weekends, eévemnings and in summer schools where it is rareiy

-

Situationally relevant. iDesigning plans for inserVice training

where and when ib's needed will pe a continuing goal. of'each Center.

¢

’0

A Note on Approach

e
» " 1
As indicated,elsewhere in this report, the ‘Centers that

. -
. . -

did move forwdrd 'in this effort continue to develop their own

programs. They djffer from‘one :another substantiallx.i
. . . : A ',
Despite our efforts to bring directors of these programs

togé%her and to share written information among them, it is my

concluSion that they learned little from one another. The Centers$
¢

bega under the di?éction of indiViduals who began the}r work

X CI \ﬁ/ ' -
from'different pers;EEtives--perspectives that were guiding

.
. . . - ®

the work tHey wexé preViously engaged in.” ° . , r f,'
Those who-were managing the design and operation of the

Centers had'different'developmental experiences throughout
A : “~ R . 138 o .
the project. They worked on shaping their programs and~they

4
..

were ‘successful in their respective endeavors in terms of involv1ng

_the participation and finanCial support of gchool districts.and

l

district personnel "It was too éarly at the conclusion of our:

»~

involvement with the Centers to accurately assgss. the difference

a . -

they made in the funéﬁioning of personnel and, subsegyently, in

‘effectiveness of schools. Parties to’ each of the Tenters thought
B : N - % . .

-9~

10




—
~

.they were making a difference} however.

Ay 3

The Kettering Foundation did not deveIop a ‘leadership-

management program of its own through th1s effort. 'It helped

4 v ~

support and gu1de the- work of three other agenc1es in deVelopment

f helr/programs. . © .
‘/-’/o L__ N . \
/{ ~We did hot evolvd a staff capability to g0 out and help .
° . i - . ¢ . \ »
g another agency develgb any one of’ 'the models; hqyeverl we could

x

/

./
/

;’ work,with"ahy of the Centers and thew could help others implement

""" the program they -developed.’ . '
. ‘the Rrogram the eveloped. “, N - .
o Y Support for and involvement w1th only ‘one center would .

have enabled /I/D/E/A/ staff o concentrate thelr\ynergles more
d1rectly on development of a single ‘model. A mpre concentrated

approach may'have resulted in a closer sense of ownershlp by the

. ‘° s r

Foundat;on\than develOped through }nvolvement with several
' . - . A

L4

3

- different projects.
/ -

L4 N -

L

Goals and programs’ grow out of the interests, experiences

;.,and'skills of people. People--rather than institutio&s::learn‘

from experience. ’ . n . , o .
The individuals responsible for developing the respective'

. ‘¢ ) - I

Management Dévelopment Centers learned a great deal and they

shared in wr;ttq? reports and in dlscusslons what they learned
/

-

. How much use others cén or will make of this knowledge is

LN

- . o5

" ., problematic. -« . : : ("
PN » . » [}

.
v - o
- / .
. . - . - . . .
.

.\} 7 p_' . - ‘ . .l\

- *’Charles L. Willis
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KETTERING FOUNDATION AND /I/D/E/A/

{-MISSEON«IN EDUCATIONAL LEADERSHIP .AND MANAGEMENT

-

An JInterim” Review

A

Assumptions S
, To. e .. c
‘Management and Leadexship-are significant
‘ [} . . . R N ) \
Management and Leadérship in education are underdeveloped.

) Arrangements to develpp competency in Management and
Leadership are not adequate. . .

% s

- - A . \ - . - -

’Original‘mission outcomes (purposes) sought W

”

'\’\\ . [ NEN-T8
a.; One or more proven approaches (on crlterla to be determlnﬂﬁ)

to 1mprov1ng Management and Leadershlp 1n\pre~olleg1ate ‘
educatlon. . . s N

"An arrangement design " that will lead to appllcatlon of
one ot nore of these proven approaches on a widespread

scale.‘

-
- .
N . halKIN

"General strategy

a. Begin-a. set of field studies to generate the research

-

questlons and the rekearch de51gn. L -
‘b. “Prov1de $upport for research/evaluatlon functlons relatlng
.to these efforts.at "soc1al 1nventlon. .
TR
- To\socument effects obtained
. - g .

- To explain why IR . . S

“
3

Prepare ,someé scholarly, congept papers along the‘way

- Analyeis of concepté invﬁéadershﬁé and Management

- . N
& .

- Evaluathn in Leadershlp ‘and Management : ?? .

A

.--Other approaches to 1mprov1ng Leadershlp and Management

< . ' -

-‘a new_approach




-

4. Guiding concepts for thi§ effort in "social invention"

K}

¢ a. Neutral turf - B
‘ S ' | //" - F
- b. Cluster of institutions . LT %g. ‘
) ©. Bractitioners as participants An dévelopment ' N

a. Analytical capability of various disciplines
© . ‘ . <
e, Input from other fields of management practice

. -~
ES

L .
f. Focus on real problems ; . -
g. Orientatioh “teoward search .- . .-
4 .

h. Reliance on local resources
g

év
.

. . . " ,

.
—_— . * .
~

5. Four laboratory sites . N~ e

- '.,,/ . P o .. s . .‘. B .
a. Pittsburgh: Carnegie-Mellon Unlvergity, Allegheny County
Intermediate Unit; approx1mately a dozen school dlstrlcts.
. " yb. New Orleans { Tulane Unl(%r51ty, portion of Neerrleahs'
. . School District. \\

i AN

L}

.c. Northeast Massachusetts: ' Merrimack Education Center and '
. 20 schbol districts. (a voluntary collaborative). \\
.: d.elMiami, Floridaﬁ Dade County Piblic Schools. ‘Q \\'
‘ ‘ . v :.* . - .4,..._ { \\
r f . . . L ] .
6. Original timetable . . - i o
‘ a. ;iscal 1974: first- pilot year (Pittsguﬁgh and-New Orleans
S +  each had\six-month planning grant: March. - August, 13973) -
IR . a r
b. - Fiscal 1975: first-year field test ' "o -
- . .. (u ] N . . .4_}
. c.” Fiscal 1976 second-year® field test: information materials ™
' ;n prellmlnary “form: implementation plan designed R :

s ..d. Flscal 1977: complete productlon of 1nformatlon and E
stratégy materials; 1mplementat10n plan set in motdion.

14
Sy N - . 4 . ‘
3

.

~




7. Adjusted timetable . : ‘,wé R N IR ' .

a. Firs+ yea"\field-tesﬁs end - e ) o ‘
. ) Co- P:Lttsburgh Center, OEtober 31, 1975, \
L New Orleans Cente; November 30 , 1975 . .- .
1 » _.'\6- Merrlmack Center, October 3l 1975 \)
. - Dade County ,J October 31, 1975 ‘. ER o

b. Flscal 1976 to be’ devoted to flnal evaluation and reportlng
Mission termlnated . SR ’

4 . - ¢ vl »
. R - . ’ . R N

-?

- A
>

. ’ T C
. 8.. Emphdsis during current year: __—*- . -

a. Theory- development

. s g
‘ (1) Getting more emgllclt statements oﬁ relat;onshlps * ) '
) believed to explaln conditions relatrhg&to management
¢ and leadership in eddcation and 1ts 1mp§o‘tment.

PSS

(2) Llnklng and adjusting ‘these’ explanatlohs w1th our
_experiences (experlments) in .the" daboratorles.‘

oy o
o8 3

- .b. Reflnlng research/evaluatlon desrgns., .
. o ‘e - . .-
Our concern heré is with identifying the "bottom-line", -
variableg believed important to impact upon and the mogt

powerful explanatory factors, dimensions or wariables that = °
’ ¥ we belleve should be monltored and h@w to monitor them.
\ -
v -
-l (l) What 1deas will serve as an adequate basis for data x

collectlon° (How can we get a handle on what happens?)
o Lo
s - What do we plan to study? How will the many .
' variables that might be studied be prlorltlzed? :
L, ' - What dlmens1ons are belleved to be the most
; important? WHat factors are likely to offer the
T most powerful explanatlons for success or failure
O -, ¢ of the effort? R

v

- What hypotheses can be stated?

(2) What are™ the most logical -and feasible sotrces of data

relatingsto the variables selected? .‘ N -\
” :>\ - Admlnlstrator : "‘ ' - _ d
. . . » ~ |; P
W . -‘Teachers . . . ‘
‘ ) ) . - o T N
% Board members . . . . N

(S ) - . L : ) . '
PRIC UG L e 15 .




-.Tpe_punlic‘
-~,Externai‘ebsermers
. - Recqrds 7
(3) What types of data snould‘be collected?
- Written informatiqn abodtjpersonnel .
v Written‘information about practices * ' AR Eﬁ
. V- Taped‘interviews L ' s
- Tapes of meetdngs . ‘. | . / _;; '
-,Obser;ation reeords

(4) What is. the data collectlon plan? )‘// : ' '

(5) What is the reportlng plan’ _
’ * \

'
. - ¢ .

9. Some optlonal dependent variables at Center and District level

a. Behav1or of admlnlstrators. identifying problems and.

. analyzing situations, collecting and analyflng data, - - -
L N4 taklng actlon, analy21ng results....-

. b. Changes ln admlnlstrator attltudes about management role

~ €. Changes in adxnlnlstratl’ve structures [f LEA' s attrlbutable
to Center ', . , . .

d. ?artic%pation in new and-different'amouﬂts of training

T
it B4 ~ N R ‘
Cae e. Satisgaction of staff and sponsors-with management performance
. - - N

3
i

10. Factors for us to look at overall tB see if we're successful » ¢

P

]

“af Acqeptance"by.the peegie:involved'

b. Integration of Center.activities with management and .
operation of the local education agencies (personnel, o g
ahd organlzatlonal llnkages) s "y ” « e

-
. ~

M ”

11."Variab&es*tha§ are likely to affect a“éenter'slsuccess Py T
a, Contextual - - :" S ‘ -

‘ - . - R - i ‘ , j . Lo

- Previous experience with improvement programs .

-

- Legal constraints .
- . . 7 e A

. .
. L L. .




-~

‘ A ‘ . .o
. .. N 7 . . N . . . ‘
; 5 - Motlvatéon, reyard systems,’incentives .for participation a ¢
. * Ve , ~ . -, . . . - ' " N
. e \ . . . .

* = Other demands oh time . ; -
- Credibifity of projectidirector
¢ - AmbiguitY/clarity of the\concept. o ” . s 'j

= Power and influence relatlonshlps' . \ . |
» . ( v o . . j
- Financial resources

) ' b. Process variables ) S o . ; Coae
. L. . k . - . - .
. . . ‘
. = How the Tenter was started , :

= Management’ style of the Center

Lerg

T Involvement in de01s10n processes
.. - Nature of‘communlcatlons, activities and patterns
. . N : ) * ‘ /
- - = Resource.mobilization
- Parallel social events -+ . "\ .
"oe Character of our relationships with the Centers
) - . e L {
12, Intervention strategv development 'ﬁf_ - P
‘ ©a. Plttéburgh', moved from seminar - durlng first year to \ ). /
’ problem identification and solution within the dlstrlcts B
', followed by workshops on "how we got thé problem solved
\
-R . +b. New Orleans~ clusters og sthools an//cllnlcal team .
c.f Massachusetts'Y moving from n wggds assessment and.Workshops< : )
e . ‘on Sklll development to focus™on problem solving - /’ '
"d. Miami: semrnars for top management to set direction }
. . e ‘ © % * v
~ . 3 s L 4 [
13." What'we're learning about Management and Leadership . f .
. O n ~ . » , K - AY
' 'a., Public administrators innundated with~problems. Need \ .

for decisions won't wait for skill development courses
ox careful application of management science technology.
. Need ways to relaté the.learning process at point where -
. administrators are confronLed with problems—~problems’
they percelve. ’ - .
. . * \

‘ +




1

b. skill development typlcally comes after qertlflcatlon. o "
Profgssional notion is that people. pursue their own ’
’ training after certification: weekends, evenlngs,

-

summer school in unsystematlc fashion. L ' ‘ |

o 7 i . ! ’ " ol ‘
v ¢. There's no shortage of gounses, consultants, conferences, 0 ) j
v kits, 1nst1tutes.... g v A * |

it ‘ .

L d."Management sc1eﬁce technologles tend to. become ends- 1n N L .
. o ! - themselves., . e i
. . . . |

€. Eewer opportunltles in educatipn than in business for
néw hiring to get new skills. ¢ . . * . "

- . -

. 1 - ‘<

A ’

. . * [ N

’ [y

. 14, What we're learning about strategy we're using’

a. Centers must be successful--less concerned than we are
"4 about systematlcally recording and reportlng”Ehelr
v experlences. y {
’ ' » »

'b.” Institutions that are concerned with ooerating and provid-
. = - '~ ing social services devote their resources to these ends.

Coe Conslderable effortg;s required to «et them to include .

) systematlc lnqulry d develobment on their agenda.

- . ‘.\E; Centexr staff 1nternallzes what they reuleafnlng because'J
‘ ' . of direct: 1nyolvement. Being one step, away compllcates
: N this for us. ' . :

.

e,

U S Differences among the Cehters are signifiocant., Can't
- hand them blueprints for strategy or timetable.

s ‘e. We need to be more ¢xplicit about use of our’ funds for S
systematlc inguiry- eValuatlon-and research . :

f' ., £.’ Need to be more expllc1t about the’ guldlng concepts, © .

. espec1ally involvement of business. ) -

. dg. \ Need more communication lrnks among the projecks; closer
‘ geographically may have facilitated this. . -2 4
1\hc There are .2 number of slmllar efforts’ getting underway. -
. ~, We ‘need to find ways to 1nteract with- them and shdre what

1s belng learned. y -

s

FEIS o ey ) e

. Pew




..« Gary Emanuel

-

..* Deputy Djifector: /
"0ffice of Educational Accountability

ATTACHMENT B \ .
A . o . National Collegial Learning Team .
B ©~ on ' . {

2 .

Edward Brainard . o
Director, Leadership Develdpment
Colorado Department' of+ Education
201 East Colfax Avenue
, Denver," Colcrado 80203
Telephone: (303) 892-3081
‘ )
' (Dr.)
Assistant to the Superintendent
Arizona Department of Educa:xon
1535 West Jerferson
Phoenix, Arizona 85007

" ' Telephone: * (602) 271-4720

-Jack Frisk .

Deputy Superintendent . o,

officéhof Public Instruction .

Olympia, Washington 98501 3
Telephone: (206) 753-1880

J

Ja'mes~ P. K.i ley ey 4 L

e

Nevada Department of Education
Carson Cit ?‘Veyada 89701.
-Telephone: 02) 885-5700, Ext.

A. K, Luke )
Associate Superintendent

Idaho Depfirtment of Education 7.

Idaho 83720

. Boise, :
(208) 384-2165

Telephone:

LeRoy Ortgiesen,

. 1 !
Team Members

_ School District Based Administrator Renewal Programs

’

240

Assistant Commissioner, Administrationq.

Nebraska Department aof Education .

233 South 10th Street
Lincoln, NebrasLa 68508

Catherine _Stehly :

, Assistant to the Commissioner
Minnesota Department of Education”
Capitol Square Building

550 Cedar Street ° .
55101. -

e

-

P ' ‘o
Calvin Whatcott
Utah State Bogrd of Education
136 East South Temple *

',
‘

~Salt Lake City, Utah 84111

Telephone: ~ (80I) 533-5431

.Charles Wiliis, Program'officer(

Institute for Development of
Educational Activities

“"Chgrles F. 'Kettering Foundation

-5335 Far Hills Avenue
Daytdn, Ohio 45429

Telephone’ (513) 434-7300.
.- e
' R ':
; ) . I
R h - T
N //. *v -
, &gv :
~

L,
Dr. James E. Conﬂtr, Director

SEA/Staff Developnerc Project

Council of Chief State School Officers

. St. Paul, Mirnesota : . 1201 Sixteenth St. N.W. - #304
Telephone: (612) 296-6Q074 ) Washington, D.C. 20036 ’
. J “\ R N } \ g . .
. é’ o ' R
N . - May: 27 1976
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- . . ) . e 7 . . T, ? - - -
July 15, 1975 ©o :
*r' ) ﬂ:\‘, . . = ’
~ ! 4 ' ) —— \
< / » & . i
) \\;ﬁf'g' . ” . .
L
\ - - . ¥ . -
- . R . .

o

The Colorado Department of Educatjon and I/D/E/A, an affilitate of the Charles F.
* % Ketterjng Foundation, -are beginning a National Collegiallearning Team on School \
District Based Administrator Renewal Programs. The team will -consist of.six
.. educators from six ‘state departments of education. Enclosed-is, a beginning »
description of the ideaw ..lt describes the goals of administrator renewal acti-
vities under way in Colorado and procedures for beginning’ the National Collegial
* Team. - N - . . ) Lo . E .

" .-

The purpose of this program is to stimulate a trial of the Cellegial Team concept %

in the development of  local schpol district leadership. , To do this a National e
. Cbllcgi%l“ﬁeam'P?o}ect will be initiated involving these sikX states. The Projoet

will underwrite one-half of the.air travel for a State Department teamsmember from

.your state to come to Denver four.times durfng the 18-month project. Each State e

Department will need to underwrite the other half of the travel cost.- Ln addition -
each state 'will assume any costsLfor.implémcnting/the.Collcgial Team experiment _
within each state. -~ . ) . .. L.

. After you have reviewed thcseadocumengs; should _the idea of this Project be of p \
. interesi to you, we invite your Department of Eahtation to be a member in this . . ~
~ endeavor. Furthermore, we invite youo designape the person to serve as a part ’

of this team and be our Contact point. ‘. °

"
-~
Y v

1 am asking Dr. Edward B}ainardx Director, Leadership Development, Colorado Dcaf?t~ !
“ment of -Education, to fbrrcspond with you to provide more details. Do not hesi mtxi

, to cofitact him for additional information at-303-892-3081. ° . B o
* s o . P et vy o Ty o w7
. ' TR A
Sincercly, - ‘ . . P .
. . ' . o e
Calvin M: Frazier -, ’ : S . ,
. RN . . » H /
Commissioner of Education ' : ‘ :
. - R .. co. ) a 3
Enclosures Y P s )
Same letter sent to: Arjzona, Nevada, ’tah, Mingesota, Washington, “Nebraska .
. \ ) - ‘ - ‘ L0 ’
’\ ’ * :’. ‘l
. *\ - s .




> . .
COLONADO DEPARTMENT OF EDUCATION \ -

sunu_()lhm‘:\ Sulding, 201 L. Collax L ‘\ " N ot -
Denver, Colopado 0003, \ t ! ‘ . w L Lo Lo
* Telephone (303) 892-0212 \ . : v . .
" Calvin M. Frazier, Commissioner A ol
. . . T L 24
. \\E“ R . N j
) - - sWational Collcqihl Learning Team on o, S
3 L } - »
. School Di%trict:Bised Ad injstrator Rencwal Programts
¥ « y . \ ' - ) t v ° < ) .
z".-, 4 \\\ ’ 3 * " . ) . . E
L% . \ N O I - . May 14, 1975
PO % . M ‘ A
"L SPOVSORS* This endeavor 13 jointly sponsored by the ‘Colorador Department of
s 'RQ -Education and /I/DFE/A/ (Instltute for the Development of Educational s
N Activ1t1es), an af 111ate of ‘the Charles F. Kettering Foundation, ) .
.. M,GOALS. The initial goals for;the téam are —- , \\\\J o : ’ .
g . ; - e , - . .
-y ' PN

' ‘1. In addition to. the ColoradQ Department of Education, select five state
-departments of education (SDE) who desire to provide leadership for .
stinulating’ school district based, planned,” and operated reneval
4}(profe551onal growth) programs for school admlnaetrators. Each SDE
. ~., 1in this project designates one professional staff member to,serve on
. -the team and to aphleve for thé SDg the-goals of this project.
2. . Among the representatives of the six SDE, form g colleglal learning
. team and establish communications among’ the team)members. Over, an .
] eighteen nonth period_the team wi&l .conduct for itself learning,activities
_— to educate itls menbers on processes for providing state level 1eadersh
for stimulating school district based, planned, and operated renewal
= programs for school administrators. H P

» ta, * N B P 4
Q- f . Iy

k]
.

3. Following the first team meeting, the'natlonal collegial team member
- of.each SDE develops in his or her‘state a collegial team of repre- K3
- . sentatives from a minimunm of five school districts. These will be )
- . administrators who are providing leadership for administrator renewal
- ' . programs in their districts. ' Each selected SDE profcs51gnal staff
’ member prov1des catalytic leadership for the team and the pdrticipating’ ... .
. school districts. T . /9
AR Administrafor Reneval Activities in Colorado. Since mid-1974, :the’ Colorado
’ Department of Lducation through its RQirector of Leadership Developmgnt,
Dr, Edward Bra1n1rd has been providig leadership' in Colorado for stimulating °
-« the development of school district based, planned, and operated, administrator
renewal (profcsqional gfowth)'ﬁrﬁgrnmc‘for middle management level schiool .
administrators, : : . ] .

. . "

. .
¢ 3 .

4 .
» * [N »




.,{ N . ot

To achigqve this purposc thc Colorado Dopnttmcnt o[ Education hns ‘three gonls

. e~ o - o . ) P N

> - -
- .
>
. l

-3
W N . -

. which are to - . . . % . e
! . 1, Providc ficld scrviccs dcsigncd to assist intc1cstcd school districts in ’
developing school district®ased and opcraCtd administrator rencwal
\ programs for middlc managcmcnt persouncl . ‘ T el . v
2, Provfdc state level serylecs which support local school district *~ &
a* developed and operated a ministrator renewnl programs and_. fostcr °‘
N . communicationsand program sharﬁhg activitics among the participating
« schbol systems ., ; L
I ) ) ' - : ... . ~ MYVs
3. Involve the ledfers of the school district based repewal programs in the/( ™

)

of administratOr renewal programs.,

management of the Colorado Department. of Education's administratord?encwal
services so that the ownership for the overall: endeavor is shared by

r

" school administrators. throughout the state, RE

J

Each district develst ics
ﬁ

owh program.

Presently twenty-nine. Colorado school districts are involved iz ‘the creation’

The processes being used in.Colorado are largely based on the results of. the,
administrator rencwal and individualized continuing educatidn for school
administrators programs of forty-five school districts throughout the nation.
These districts created such prograns during the period of 1968-1974 under
the leadership of.the CFK (Charles F, Kettering) Ltd. Founddtion which

'completed its work in 1974,

Edward Brainard %as the founddtion's president.

[N

Procedures for inaugurating the p;oject and the, National Collegial Learning Tea,
« . Q

A.

1

. ) intercsted in developing administrator renewal prbgrams.

- .

Project Phases , .

Phase I.
the National Collegial Team project.

&

¢

Y

¥

R .
T

Invite five state departments Qf education to participate in

&

.
v

2

.

1.-

'Each SDE will designate a staff member who, will prov1de leadership

for school district based administrator renewal programs as follows.‘

a.

7

<@ . - . X
Organize a grouping of a minimum of five school districts

b. Form a six mgmber collegial lcarn;ng team ,on administrat01

. renewal programming of the program lcaders of each of the
five -districts and thc SDE staff member, -

. R

e - -

\/\ -

‘.

2., Each of the five SDE program lcadcrs murt agrce to becomc a member ,
’ of the national, cgllegial team, ‘ o
[ - & .
¢ 3. Provide leadershfp to the state's elusteriof school districts interested

in organizing an
4. Time Period:

Phase II.

<

P
g .

s

June 1975 - Fall'lQiG.

To be ddtermined by the Natior

operating administrfor renewal programs.
N r ~3-

-

1

Colleglal Team.




Al

B, Meetiués of. the National Collegial Team

. \ - . ‘ ) . \
. Late Summer or carly Fall 1975 Y ¢
: Early Wirter 1976 . ’ /A -
Summer 1976 : e
- Late Fall 1976 - ' . . e .
c. groject”Funding‘ T - , s S - .
°o 1. /I/D/E/A/, an affiliate’ of the Charles F. Kettering Foundatlon, .
S qiill cover one-half of the air travelﬂéo; each SDE team member
N and from Denver for egeh of the fdur; ati6na1 Colleglal -
: Te m meetlngs. . » .
T 4. 2, Other in-state costs;and travel and Der diem costs to Denver -

will neced to be covered by each bartqclpatlng SDE... (Note:.

< ) The Colorado Department of Education does not prov1de f
o ‘partﬁc1pat1ng school districts with funds §° operate i
/ administrator renewal programs.) o o

) 3. The Coloradb\Department of Education and Edward Brainaxd are
R ] nhog receiving any funds for this pro_]eciff - . {
—

4 - -

Sketch of Act1v1tie§ for, First Meeting of the National Collegial ‘,
Team. (In preparatlon for the first meetlhgf lle materials listed N
: .~ d4n Part E below 'will be sent to each tean member ) N

+ . a vl

< .; 1. Experieﬁcln° how a colleglal team operates and how to ‘organize

a colleglal team. (A collegial team is a form of task,. force.

uniquely de51gutd for reneval or -imservice education purposes ) S

. . y

2. Hgfr wd started and are sustaining admlnlstrator renewgal - .
) programs in our school dist¥icts: Case stﬁdy reports, from
administrator renewal program leaders, j?gg i
- ' ‘ A ¥ ’

? : v
- ] ) Particrpantsiln this 1e551on will be drawn from the follow1ng° T -
__ o i ’
5. George Carnie, Assistant Superintendent, Northglenn
School District v e .
Dr. Donn Kesselheim, Deputy SuperlntendEnt Colorado Sprlngs
n o : School Distriét . . . ,
Ralph Neumann, CurrieulumeDirector, Rocky Ford School Disfrict ¢
Dr. Will" Ha\klnq, Superintendent, Brlghton School District
. - James Elliotts Director, Elementary Lducation, Greeley School
R District / .
. ] James Eldiott, Director, Elementary Education, Greeley Sthool
. - District >
James Metzdorf, Coordinator, SLaff vaelopment, Jefferson County
- - . 7 School District .
Pete Shannon, Ausfv*cnt %ungrintendent, Bo?Vor Public SchJ%]s
Roy Brubacher, Colofado Depdixtment of Lduc&tion ’

a

P <, - . s . .t . i BOs . —n sws e
. .
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L 3. Proctesses and procedures a state educat Lon department. can, use
. to stimulate the devclopment of school district bascd

adminfstrator renewal programs

4, Establishing individual and National Collcgial Team goals
: . for first §IX7month. ’ - - .

. ; O < . . ,

S. Review of the reading matérfals .(sce part E below) ’l‘ach s

. : . _ team member willd be assigncdﬁlcadershlp responsibilitlcs for
L o this ‘portion of the program. .

[y -

. B
-

.

.

E., HMaterials to be pfo ided each team member: T \

C . .. . .
1. 'Colorado Departmeft of Educagfzn goals and MBO plan for ’
stimulating schooljhdistrict based administrator recnewal programs, *

' . 2, 7 "sequence of Leadership Functions of the Colorado*Department
. of Education for Stimulating the Development -of School District i
e _ "+ Administrator Renewal Programs." Lo
BN 3. Colorado Department of Bducatlon Series of Single ConCept r -
N Papers on Administrator Renewal, -
NP "What Is an Administrator Renewal Pnogram7" .
i "The Talent Survey" *
. "The Collegial Team: A Procedure for Supporting an.
. Administrator Renewal Program"
“"Major Sources of Humin Resources to Support an. Administrator
Renewal Program" . .
"Starting An Administrator Reriewal .Program: Q;gft Ideas"
- Lot "Administrator Renewal Programs and the ColoradesDepartment of
+ Education" :

' ‘ YSuggested Contents. of an Administrator Renewal Plan" =
' N ~ f\ . ) . \ 1

[ 34. Monographs . | ’ N 3%
. : . . AN
T ' . . Nself Performance @chievemené/Recordé‘

) ¥individualizing Continuing Education for School Admjnistrators" .
YAdministrator Rencwal: The Leadership Role in Collegial ’
Team Deyelopment' - '

“School and Self Assessment Processcs: A Guidebook-for
' “ School Administrators" . . e
: "Diagn051ng Pro£0551ona1 CL@nate qf Schools

b d

- N

-5
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